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Objectives and Goals 
Learning Objective 
To provide practical strategies and techniques that will assist participants in 
conducting effective business meetings. 
Learning Goals 
By the end of this module, participants will be able to: 
♦ Identify the three most common types of meetings and manage each type 
effectively 
♦ Identify critical elements of each phase of meeting management: 
pre-meeting, during meeting, and after meeting 
♦ Conclude meetings in an effective mannager 
♦ Identify meeting roles and demonstrate effective meeting behavior in 
various roles 
♦ Recognize and effectively manage conflict in meetings 
♦ Conduct a meeting and demonstrate the tools and techniques covered in this 
workshop 
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, Expectations 
♦ 
♦ 
♦ 
♦ 
♦ 
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Three Types of Meetings 
Meetings are a primary method of communication. There are many reasons 
meetings are called. Having a clear meeting purpose or purposes can avoid 
much confusion. The purpose for the meeting will determine among other things, 
what is expected of the leader, responsibilities of the members, types of 
decision/decision-making processes, and communication styles and patterns. 
The types of meetings can generally be placed in one of the three broad 
categories: 
♦ Informational 
♦ Advisory 
♦ Problem Solving 
Meeting Continuum 
Advisory 
Informational Problem-Solving 
Leader's Role 
More Less 
◄ ► 
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Informational Meetings 
Purpose 
To present information in such a way that group members may understand the 
information and use it. 
Examples 
♦ To present facts 
♦ To interpret policy 
♦ To explain rules, procedures, etc. 
♦ To stimulate action 
When to use 
♦ Whenever it is more effective to communicate information face-to-face 
♦ In order to check for understanding and acceptance 
Membership 
Those persons who need or desire the information. 
Members role 
♦ To listen and to comprehend the information being presented 
♦ To ask questions for clarification when unclear 
Leadership 
Meeting should be led by a person who has information that others need or 
want. 
Leaders role: 
♦ To communicate necessary and useful information in an organized fashion 
♦ To check for understanding with group members 
♦ To encourage questions of clarification 
♦ To establish norms for the meeting ( e.g., should presentations be interrupted 
with questions, or should questions come at the end?) 
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Decision Making 
Typically, the leader is communicating decisions that have already been made. 
Communication 
♦ Primarily from leader to members 
♦ Secondarily from members to leaders 
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r Advisory Meetings 
Purpose 
To obtain advice or information that the leader needs in order to make a 
decision, solve a problem, or initiate a course of action. 
Examples 
♦ To obtain needed information, facts, opinions 
♦ To draw upon knowledge of specialists 
♦ To develop range of possible solutions 
♦ To increase liklihood of acceptance of leader's decision 
When to use 
♦ Whenever a meeting is the most effective way for the leader to get 
information he/she needs 
Membership 
Those persons who are qualified to give advice on the subject or problem. 
Members role 
♦ To contribute information, ideas, or proposals that may be useful to the 
leader 
Leadership 
Meeting should be led by the person who needs information, facts, ideas, or 
opinions from members. 
Leader s role 
♦ To give background of problem (brief informational meeting) 
♦ To state problem clearly 
♦ To ask group for advice in: 
Identifying causes of problem 
Suggesting possible solutions 
♦ To coordinate and summarize advice given 
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Decision Making 
♦ Typically, leader will make decision sometime after the meeting is 
completed. 
♦ Action taken should be communicated to group members. 
Communication 
♦ Primarily from members to leader. 
♦ Leader states problem, asks questions to elicit advice. 
♦ Secondary communications among members of group. 
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Problem-Solving Meetings 
Purpose 
To develop a workable and acceptable solution to a problem or issue. 
Examples 
♦ To bring group thinking to bear on common problems 
♦ To determine policy 
♦ To establish work assignments 
♦ To set sales objectives 
"When to use 
♦ Whenever a problem/issue is serious enough to demand the time and 
resources of the group. 
Membership 
Those persons who have authority and responsibility to work out solutions 
Members role 
♦ To contribute to development of solution 
♦ Often, to implement solution agreed upon 
Leadership 
Meetings should be led by the person who can most effectively coordinate the 
efforts of the group. 
Leaders role 
♦ To state problem initially 
♦ To work for agreement on problem statement 
♦ To assist group in: 
- Identifying causes of problems 
- Suggesting possible solutions 
- Evaluating solutions 
- Reaching a decision 
- Planning implementation steps 
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Decision Making 
Group has responsibility for making decisions during the meeting, or at some 
future meeting. Decision making belongs to the group. 
Communication 
Interaction, questions, and statements among all members of the group. 
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Three Co111111on Types of Meetings 
Type Informational Advisory Problem Solving 
Purpose To present information in such a To obtain advice or information that leader needs in order to To develop a workable and acceptable 
way that group members may make a decision, solve a problem, or initiate a course of solution to a group's problem 
understand the information and use action. 
it. To present facts to interpret • To bring group thinking to bear on 
policy; to explain rules, procedures, • To obtain needed information, facts, opinions common problems 
etc.; to stimulate action. • To draw upon knowledge of specialists • To determine policy 
• To develop range of possible solutions • To establish work assignments 
• To increase likelihood of acceptance of leader's decision • To set sales objectives 
When to use Whenever it is most effective to Whenever a meeting is the most effective way for the leader Whenever a problem is serious enough 
communicate information face to to get information he/she needs to demand the time and resources of the 
face in order to check for group 
understanding and acceptance. 
Membership Those persons who need or desire Those persons who are qualified to give advice on the Those persons who have authority and 
the information subject or problem responsibility to work out solutions 
Member's Role • To listen and to comprehend To contribute information, ideas, or proposals which may be • To contribute to development of 
the information being presented useful to the leader solution 
• To ask questions for • Possibly to implement solution 
clarification when unclear aoreed upon 
Leadership Person who has information which Person who needs information, facts, ideas, or opinions from Person who· can most effectively 
others need or want members coordinate the efforts of the oroup 
Leader's Role • To communicate necessary and • To give background of problems (brief informational • To state problem initially 
useful information in an meeting) • To work for agreement on problem 
organized fashion • To state problem clearly statement 
• To check for understanding with • To ask group for advice in • To assist group in 
group members • identifying causes of problem • identifying problem causes 
• To encourage questioning for • suggesting possible solutions • suggesting possible solutions 
clarification • To coordinate and summarize advice given • evaluating solution • To establish norms for • Possibly to indicate action which will be taken as a result • reaching a decision 
members of meeting • planning implementation 
steps 
Decision Typically, leader is communicating • Typically, leader will make decision sometime after the Group has responsibility for making 
Making decisions that have already been meeting is completed decisions during meeting 
made • Action taken should be communicated to group members 
Communication Primarily from leader to members. • Primarily from members to leader Among, around and between all 
Secondarily, questions from • Leader states problem, asks questions to elicit advice members of the group 
members to leader • Secondly, communication amono members of oroup 
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Three Roles Involved in Meetings 
Leader 
Recorder 
Participants 
♦ Assists group in choosing and focusing topic, 
goal( s) and outline 
♦ Encourages balanced participation and expression of 
ideas 
♦ Helps the group work as a team 
♦ Keeps discussion moving in a purposeful 
manner 
♦ Helps participants to communicate with each other 
♦ Records discussion content ( on flip chart if needed) 
♦ Displays content for easy group reference 
♦ Asks for clarification of ideas or work as necessary 
♦ Come to the meeting prepared 
♦ Help to adjust and clarify topic, goal(s) and outline 
tasks 
♦ Share ideas and experiences related to tasks 
♦ Help others to participate 
♦ Help others to communicate 
♦ Listen actively 
♦ Build on others' contribution 
♦ Help keep discussion "on track" 
♦ Help resolve conflicts among participants 
♦ Help the recorder in getting clarification or 
understanding 
♦ Help plan the next discussion 
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r Three Phases Of A M.eeting 
Every meeting has three distinct phases, and each needs to be managed in order 
to achieve successful results. These three phases are: 
Pre-Meeting 
During this phase the meeting leader plans for the meeting. Meeting members 
plan to participate effectively in the meeting and also prepare ahead of the 
scheduled meeting. 
During the Meeting 
This phase involves the effective use and structure of meeting content, group 
dynamics and participant interaction. All members in a meeting have certain 
defined roles and responsibilities. 
After the Meeting 
This phase includes the evaluation of meeting effectiveness and the 
performance of assignments and follow-up items. 
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Responsibilities of a Meeting 
Leader 
Phase 1 : The Pre-Meeting Phase 
Meeting Leader's Responsibilities: 
♦ Decide the purpose and topic for the meeting 
♦ Prepare a TGO 
♦ Select meeting participants 
♦ Decide on time and place and make facility arrangements 
♦ Notify meeting participants 
Careful planning can eliminate many unnecessary difficulties during the 
meeting. Adequate preparation will give you confidence and enable you to 
concentrate during the meeting on the discussion. Pre-planning is the best way 
to ensure that time is put to the best possible use. 
Decide Purpose and Topic 
Although group discussions are considered useful, the mere holding of a 
meeting is no assurance that anything worthwhile will be accomplished. Before 
any meeting is called, there should be a clear understanding of its purpose and 
assurance that a meeting is the best method to use in solving the problem or 
presenting the information. 
You should understand what you expect of the group. Here are some questions 
you might ask yourself to help crystallize the purpose in your own mind: 
♦ What is the objective for the meeting, i.e. share information, get feedback or 
help solve a problem? 
♦ What is the main topic I hope to cover during the meeting? 
♦ What other subject matter ( development of people, teamwork, improvement 
of morale, etc.) may be introduced at the same time? 
♦ How can these best be discussed? Through an informational meeting? 
Through an advisory meeting? Through a problem-solving meeting? 
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r Prepare a TGO 
Meeting leaders plan their discussions by using a planning format containing 
three structural elements or components: 
♦ A topic question 
♦ Discussion goal or goals 
♦ An outline of discussion tasks which will lead to achieving the goals 
The TGO planning format ensures that both the meeting leader and the meeting 
participants: 
♦ Define specific boundaries and intents for their discussion 
♦ Agree on the meaning of critical terms 
♦ Align their expectations before they start the discussion 
T = Open-Ended Topic Question 
An effective discussion topic should be stated in the form of a question that 
cannot be answered by 'yes " or "no". A 'yes or no " topic question calls for 
a debate and the outcome would be a 'yes or no " decision. Most "yes-no " 
propositions can be restated into topic questions that call for collaborative 
discussion. 
G = Discussion Goals 
The second step in the TGO process is to develop Discussion Goals related to 
the topic question. These are goals that describe desired outcomes of the 
discussion or results that should exist after the discussion. Examples include 
increased understanding, new appreciation, new knowledge, resolution of the 
problem, etc. 
0 = Outline of Tasks 
The outline is a series of discussion tasks, listed in logical sequence, that the 
group uses as a strategy for achieving its discussion goals. Typically, a group 
would have three or four discussion tasks for a one to one and one-half hour 
discussion. Tasks are usually listed as brief phrases or as sub-questions. 
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Planning the TGO 
Groups have devised many different ways of planning a TGO. There is no one 
procedure that groups must follow. One effective approach to TGO planning is 
this four-step procedure: 
♦ Meeting leader creates TGO in advance 
♦ TGO is sent to each meeting participant to read and provide feedback by a 
deadline 
♦ Meeting leader receives feedback and adjusts TGO 
♦ TGO is reviewed at beginning of meeting for comments, changes 
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TGO Planning Worksheet 
Type of meeting: __________________ _ 
What is the purpose for the meeting (Informational, Advisory, Problem 
Solving)? 
Topic: __________________________ _ 
What is the topic of the meeting? What are we trying to accomplish by 
meeting? Is the topic stated as an open-ended question? 
Goal(s): 
What are the desired outcomes of the meeting? What do I expect to have 
accomplished by the end of this meeting? 
Outline: 
What needs to be done to ensure each goal for the meeting is achieved? What 
is the logical sequence of the discussion or tasks? Are the number of tasks 
realistic for one meeting? How much time is needed to accomplish each item 
on the outline? 
1. 
2. 
3. 
Number of minutes: 
Number of minutes: 
Number of minutes: 
Attendees: ________________________ _ 
Who should attend? Who are the stakeholders? Who has authority to make a 
decision? Who needs to present information? Who has information to 
contribute? 
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Select Meeting Participants 
When the purpose of the meeting has been decided upon, the next consideration 
should be those who will be asked to participate. Some of the questions which 
may be helpful in thinking about this problem are: 
♦ Who should be involved? 
Who is most concerned with this problem? 
Who will have to carry out the decision? 
♦ What resources are needed? 
Who has information to contribute to the solution? 
How many people are needed to solve the problem? 
What mix of people should be included? 
♦ Will these people be able to work together? 
What will be the problems involved in obtaining cooperation among 
those participating in the meeting? 
Is it necessary to have different people present to solve the problem or 
give the proper advice? 
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Decide On Time and Place and 
Make Facility Arrangements 
When determining when and where to have a meeting many factors must be 
considered: 
- What time of day is best for the participants? 
- When are the participants available? 
- Shound the meeting be on-site or off-site? and 
- What space is available? 
The Physical Setting 
None of us are completely oblivious to the surroundings in which we live and 
work. The meeting room does not need to be elaborate, but it should be 
conducive to the purpose of the meeting. 
Seating arrangement for group members are limited by the room size, the kind 
and quantity of equipment available, and the purpose of the meeting. Some 
possible seating plans are: 
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Physical Setting (Cont.) 
The following questions are suggested to help you in making preparations for 
the physical setting of the meeting: 
♦ Will the appearance and atmosphere of the room contribute to the success of 
the meeting? 
♦ Are there plenty of comfortable chairs? 
♦ What is the best seating plan for this meeting? 
♦ Will everyone be able to see the leader and the materials he/she will be 
using? 
♦ Does everyone have a place to write? 
♦ Is the temperature of the room comfortable? 
♦ Is the room well ventilated and lighted? 
♦ Is the room quiet, free from distractions? 
♦ Do all the participants need to be visible to each other? 
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r Notify Meeting Participants 
After the list is made of people who are to take part, send out the TGO. Let the 
meeting attendees know where the meeting will occur, why they are being 
included and what they need to do to prepare for the meeting. Also, include any 
pre-reading or data to be analyzed. 
Materials Checklist 
Prepared materials will not be necessary at all meetings. If, however, you are 
using prepared materials such as visual aids or handout materials, you will 
want to have everything arranged so it is handy and in order. You should be able 
to find whatever you want to use at any time during the meeting. In this way you 
will be able to change the plan of presentation if that seems to be the most 
helpful thing to do. 
You will want to make your own checklist of materials. Here are some 
suggestions: 
♦ Sufficient copies of handout materials for everyone 
♦ Name cards if the members do not know each other 
♦ Visual aids - since these vary from meeting to meeting, it is well to make 
your own checklist. If sound or projection equipment is to be used, be sure to 
check the location of outlets and to test the equipment beforehand. If slides 
or videos are to be shown, make certain that the room can be darkened 
sufficiently and that chairs can be turned easily so that the screen is visible 
to all. If sound equipment is to used, be sure there will be no disturbing 
echoes. 
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Responsibilities of a Meeting 
Leader 
Phase 2: During the Meeting 
Meeting Leader 's Responsibilities: 
♦ Open meeting appropriately 
♦ Discuss meeting norms 
♦ Introduce members 
♦ Control the meeting 
♦ Conclude the meeting-summarize 
♦ Gather feedback from participants to evaluate meeting effectiveness 
How To Conclude A Meeting Appropriately 
♦ Check meeting progress against goals 
♦ Summarize what was accomplished 
♦ Ensure that assignments are given with clear direction 
♦ Evaluate the effectiveness of the meeting using a Meeting Reaction form 
♦ Thank people for their contributions 
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Responsibi l ities of a .Meeting 
Leader 
Phase 3 :  After the Meeting 
♦ Evaluate meeting effectiveness from feedback of participants 
♦ Manage follow-up items 
♦ Determine if another meeting is warranted 
Ways To Evaluate Meeting Effectiveness 
♦ Evaluation by a facilitator or observer 
♦ Evaluation by the leader 
♦ Evaluation by the participants 
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Helpful Tips for Successful Meetings 
♦ Stick to the agenda/TGO 
♦ Maintain a productive climate 
♦ Ask relevant questions 
♦ Encourage participation 
♦ Keep participants focused 
♦ Intervene if conflicts occur 
♦ Listen and observe participant behavior 
♦ Maintain control of the meeting as well as professionalism 
♦ Provide a summary and next step 
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Summary 
Things to Ask Yourself as a Meeting Leader 
Before the Meeting 
♦ What is the objective �f the meeting? Are the topics and goals clear and 
realistic? 
♦ Who should attend the meeting? Have the appropriate participants been 
selected and notified? 
♦ What authority is needed to achieve the desired outcomes? 
♦ Have I established the purpose of the meeting and effectively communicated 
it to participants (i.e., informational, advisory, or problem-solving)? 
♦ Does the information already exist somewhere else? Has a similar situation 
been resolved before? 
♦ Have I developed and communicated a TGO for the meeting? 
♦ Have I clarified with each participant my expectations for their involvement 
and have I secured their understanding and commitment? 
♦ What preparation i� necessary? Are meeting facilities arranged? Are meeting 
materials finalized? 
During the Meeting 
♦ What can I do to make the meeting effective? 
♦ Am I modeling effective meeting behavior? 
♦ Am I controlling the flow and effectiveness of the meeting? 
♦ Am I encouraging participant interaction? 
♦ Am I managing group dynamics while achieving my objectives? 
After the Meeting 
♦ Have I followed up with people given assignments to make sure that they are 
being done, or see if they need help? 
♦ Have I communicated the final results, (i.e., the decision made, the plan 
implemented) to all participants in the process? 
♦ Have I established a mechanism for collecting feedback ( asking, meeting 
evaluation form) and have I shared the feedback with the group? 
♦ Have I appropriately recognized contributions of group members toward the 
success of the group? 
♦ Am I planning a follow up meeting? 
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Responsibilities of Meeting 
Participants 
Phase 1 : Pre-Meeting 
♦ Know why you are a meeting participant 
♦ Read pre-work 
Phase 2:  During the Meeting 
♦ Arrive to the meeting on time 
♦ Help control the meeting and ensure that the members are operating per the 
meeting norms 
♦ Provide support to the leader 
♦ Be open to ideas and feedback 
♦ Listen and stay alert 
♦ Judge content, not delivery 
♦ Contribute ideas to the meeting 
♦ Stay on the topic - resist distractions 
♦ Ask questions for clarity 
♦ Don't start side conversations 
Phase 3:  After the Meeting 
♦ Make suggestions for improvements 
♦ Follow through on assignments given 
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r Things to Ask Yourself as a 
Participant 
Before the Meeting 
♦ Do I know the purpose of the meeting (informational, advisory or problem­
solving)? 
♦ Given the purpose of the meeting, am I the appropriate person to attend? If 
not, who is? 
♦ Is there a legitimate concern from my division for the issue? Is there 
significant input my area can have on this issue? 
♦ Is my attending the meeting the most effective way to get the information or 
are there alternatives? 
♦ What information or materials should I bring with me? 
♦ What preparation is necessary? 
♦ How much of my time will this require before, during, and after the meeting 
for my total involvement? 
♦ Do I have the commitment from my management to use the necessary 
resources for this project? 
During the Meeting 
♦ How can I participate in a positive way to help the group achieve its goal? 
♦ What can I do to make the meeting effective? 
♦ What information is missing or yet to be considered? 
♦ Do I feel free to participate in the meeting? 
♦ When the meeting strays, do I gently try to bring it back by restating the 
objective and summarizing what has been accomplished and what needs to 
be done? 
After the Meeting 
♦ Have I given feedback to the leader and members to help future meetings be 
more effective? 
♦ What feedback or assignments are necessary for the next meeting? 
♦ Did I participate in a positive way to help the group achieve its goals and if 
so, how? If not, why? 
♦ Did I complete any assignments given to me in a timely manner? 
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Responsibi l ities of Meeting 
Recorder 
Phase 1 :  Pre-Meeting 
♦ Talk with meeting leader to find out his/her expectations. Will 
informatiaon need to be flip charted or is keeping paper notes enough? 
♦ Find out meeting leader expectations about your 
participation (strictly recorder or participant). 
♦ Gather any materials required to record information. 
Phase 2: During the Meeting 
♦ Listen and stay alert. 
♦ Ask for clarification as needed. 
♦ Accurately record information using speaker's own words whenever 
possible. 
♦ Record assignments and follow-up items. 
Phase 3: After the Meeting 
♦ Send out minutes of meeting as required. 
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r Challenging Situations 
Controlling a Meeting 
Loss of Control 
No matter how well prepared, unexpected events will occur. Following are 
nine common challenging situations and how to prevent them and handle them 
when they do arise. 
Problem 1 . Participant makes a 
comment or asks a question that is off 
the topic. 
A. Objective or topic being discussed is not 
clear to participant. 
B. Participant unintentionally gets off the 
subject because of a pressing problem or 
need. 
How to Prevent: Ensure the meeting objective(s) is (are) clear. Preparing 
objectives and questions in advance can aid in staying on the topic. The 
objective should be visible on a flip chart during the meeting. Questions should 
be asked orally, and then written on a flip chart. The purpose of this is twofold: 
First, it clarifies the question because the participants see as well as hear it. 
Also, the pause while the question is being written gives participants a chance 
to think about their answer and increases the probability that more of the 
participants will be able to answer. 
How to Handle: The leader must first recognize what is happening. Some 
leaders are so happy to get participation that they may not be aware that the 
participant is off the track. Also, the leader must handle it in such a way that the 
participant doesn't resent what the leader does. Tact is important. Here are 
some suggested approaches: 
1 .  The leader uses words such as: "I guess I haven't made the objective ( or 
question) clear. Let me state it again." 
2. Tactfully asks the participant: "How does your comment ( or question) tie in 
with the subject we are discussing?" 
3. The leader tactfully sidesteps the comment or question with such words as: 
"That's a good comment (or question) but it 's on a little different subject. I 
wonder if we could put it on the "parking lot" to be discussed at another 
time. 
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Problem 2. A side conversation takes 
place between two participants. 
A. Something in the meeting stimulated them 
to talk to each other (their conversation 
may be right on the subject) .  
B. The are bored or disinterested and their 
conversation is off track. 
How to Prevent : Be sure appropriate participants have been invited. Be sure 
the objective and subject being discussed are clear to all participants. Also, be 
sure the meeting is both interesting and beneficial in order to maintain the 
attention of all participants. 
How to Handle: First, assume that it's on the subject. Even if it is an incorrect 
assumption, you are giving the benefit of the doubt to the participants and 
thereby maintaining their positive attitudes. Here are some possible 
approaches: 
♦ Pause. Wait a few seconds without calling particular attention to them. The 
silence may end their conversation. 
♦ Look at the middle of the group (instead of at the talkers) and say something 
non-threating such as: "Excuse me. I'm having difficulty hearing what 
( contributing participant) is saying" "Excuse me. Could we just have one 
speaker please?" "Excuse me. Remember we agreed in our ground rules to 
one speaker at a time." 
♦ You can look at your notes or do something similar which implies that the 
pause is for your benefit. You may consider a short break because the side 
conversation may indicate restlessness on the part of the participants. 
Problem 3. Participants are distracted . A. The distraction is a major one and all 
participants are distracted even though 
they are very interested in the meeting.  
B. Participants are distracted because of 
their lack of interest in the meeting. 
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r How to Prevent: If the meeting can be kept interesting and productive, participants will not be easily distracted. Participants who are deeply absorbed 
in a subject or activity are usually oblivious to any distractions that occur. 
Distractions can sometimes be prevented if the meeting is held at the proper 
place and the proper time. 
How to Handle : Don't try to compete with a major distraction. If a majority of 
the participants are distracted, stop the meeting and recognize the distraction. A 
break could be in order to let people acknowledge the distraction and discuss 
it. Even though a break takes time, the leader would be nonproductive in trying 
to keep the meeting going. If a small number of the group is distracted, you may 
choose to ignore it and continue with the meeting. This may be a good place to 
summarize what has happened so far. Another approach is to stop the meeting 
and encourage everyone to notice the distraction and then continue the meeting 
with full attention from all participants. 
Problem 4. Two or more participants 
argue with each other. 
A. They are stimulated by the subject and are 
just expressing thei r feelings and opinions 
on the subject. 
B. They are using the meeting as a veh icle to 
vent their  feel ings and emotions toward 
each other. 
How to Prevent: This is often best addressed by avoiding it from the 
beginning. Setting ground rules will help the group "self correct" .  The leader 
may want to clarify objectives and topics under discussion. To prevent on-the­
subject arguing, the leader can quote Peter Drucker who states: "It 's not who is 
right, but what is right that is important." Then tell the participants that the 
opinions of each member are important, as is the willingness to listen to and 
consider the ideas of others. 
Bow to Handle: Concentrate on the issues presented and not the people who 
presented them. The leader can stop the meeting and call attention to the 
objectives and the need to move toward accomplishing them. Minimize 
difference while emphasizing points of agreement. Be sure to regain control of 
the meeting without alienating either of the arguers. If the argument is on the 
subject, the leader should either take a stand or defer to the other participants 
for opinions or facts. The leader should restate the objective or topic being 
discussed if the argument is offtrack. 
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Problem 5. A participant is argumentative 
I 
A. The participant may naturally look for 
or obst inate (prejud iced) .  holes in a theory to try and make i t  better. 
B. He/she is using the meeting as a way to 
vent feel ings and emotions. This may 
include fear of change. 
How to Prevent : Setting ground rules about respecting each others opinions 
and how to resolve conflict will help prevent this. 
How to Handle: First and foremost, remain calm. Agree with or affairm any 
good points. Defer "bad" points to the group for discussion. Privately try to 
find out what is bothering this participant and elicit cooperation from the 
individual. During the meeting you may need to remind individual time is short 
and that you would be glad to discuss with him/her later. 
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Problem 6. One or two participants 
dominate the meeting. 
A. They are quick thinkers who express 
themselves easily and are trying to help 
the leader accompl ish the objectives. 
(They may be on or off the subject.)  
B. They are trying to gain attention from the 
leader and/or the group. 
How to Prevent: The leader should start the meeting by encouraging all to 
participate, especially if this problem is anticipated. Calling on people by name 
instead of asking for volunteers can also prevent the domination by an 
individual. If the leader is going to call on people to participate, he/she should 
be sure that the person can answer the question. One technique is to ask all 
participants to write down their answers to a question. For example, a leader 
might ask: "What ideas do you have for improving quality? Will each person 
please write down a few ideas that come to mind?" The leader can then call on 
almost anybody to answer the question and avoid those who tend to dominate. 
In all cases, the leader should give the name of the person before asking the 
question. 
How to Handle: Always handle the problem without embarrassing the 
enthusiastic participant. Here are some possible approaches: 
♦ Block the dominant participant by moving around the room and purposely but 
subtly tum your back on this person so you don't see the hand raised and 
thereby discourage participation. 
♦ Assign a specific job to the individual. 
♦ Ask for participation by others by saying "Before we continue, I want to 
hear from the rest of the group. "  Say, "That's an interesting point. What does 
the group think?" 
Problem 7. The participants get 
nervous and are anxious to leave. 
A. The meeting is running past the 
scheduled time. 
B .  The meeting has become 
nonproductive and participants feel 
they are wasting their time. 
C.  Participants have other commitments. 
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How to Prevent: You set a closing time for the meeting and you aren't going to 
make it. Next time, stick to the agenda conclude the meeting on time in order to 
end on time. 
You chose an inconvenient time for the meeting and the participants have other 
priorities. Be sure to schedule meetings when most people are available. 
Perhaps participants are anxious to leave because they feel they are wasting 
their time. If they are dissatisfied with the meetings, then next time, be sure you 
plan and run a productive meeting. If they are not the appropriate participants 
find out who is and replace those members. 
How to Handle: Do something to prevent a disaster. Here are some 
possibilities: 
♦ Present a question to stimulate attention and interest. 
♦ Conclude the meeting and schedule the next meeting. 
♦ Give them a break (perhaps they have been sitting too long). If possible, give 
them refreshments to help renew their enthusiasm. 
♦ Always end on time. 
Problem 8. The participants refuse to 
participate (won't ask questions; won't 
answer questions from the leader, etc.) .  
A. They are uninterested in the meeting .  
B .  They are afraid to participate because the 
meeting cl imate is not right. 
How to Prevent: Ensure the meeting climate encourages participation. Do not 
embarrass those who do participate. This will only alienate that participant and 
possibly others. Finally, keep the meeting interesting and productive so that the 
participants know what's going on and are attentive and concerned. 
How to Handle: The approach you use will depend on the reason why 
participants won't participate. If the problem is disinterest or boredom, the 
leader must get their interest and attention. Call people by name if you are sure 
they can answer the question. In preparation for this, ask each person to write 
down the answer to the question. 
Eliminate the fear of embarrassment or ridicule if this is the reason for 
nonparticipation. Form small groups and ask them to formulate a question or 
give an answer. 
Ask the group why they are not participating. If you ask this question you must 
wait patiently and remain respectful of the answer. Thank those who offered 
comments. 
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Problem 9. The leader gets off the 
subject. 
A. The leader is not well prepared and 
inadvertently goes off on a tangent. 
B .  A participant asks a question or makes a 
comment that takes the leader off the 
subject. 
How to Prevent: If you are well prepared and clear on objectives as well as 
on the approach to be used to accomplish the objectives it will be difficult to 
get off the subject. Proper planning of questions to be asked and information to 
be presented will help prevent getting off the subject. 
A comment or question from a participant is usually why the leader is side 
tracked. The leader must be alert to this possibility. Sometimes we are so 
anxious to get a question from a participant that we become anxious to answer it 
and don't even realize that the question and the answer are off the subject. The 
leader should quickly evaluate each comment and question that comes from 
participants to prevent being drawn off the subject. If the question or comment 
is not on the subject, the leader should call attention to that fact and postpone 
discussion until an appropriate time, during or after the meeting. 
How to Handle: If the leader realizes he/she is off the subject, an apology to 
the group is in order. Even if the leader was drawn off the topic by an irrelevant 
question from a participant, the leader should take the blame. If a participant 
notices that the leader is off the track, the participant should tactfully but firmly 
call it to the attention of the leader. 
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Meeting Management Checklist 
Do's 
♦ Do make sure that the facility where the business meeting will be 
conducted is adequate in size and completely prepared for the 
meeting ( supplies, materials, handouts, food, etc.) 
♦ Do make sure that the persons who will attend the meeting receive 
ample notice prior to the meeting 
♦ Do set up a TGO and a meeting time schedule and follow these 
during the meeting 
♦ Do make the meeting interesting as well as informative 
♦ Do keep the tempo at a brisk pace during the meeting 
♦ Do use visual aids, such as flipcharts and handouts to accentuate 
the key points of the meeting 
♦ Do summarize the meeting by providing a recap of the highlights of 
the meeting 
♦ Do determine next steps and follow-up activities during the 
meeting 
♦ Do evaluate meeting effectivess and use the data to improve future 
meetings 
Don'ts 
♦ Don't use the same format for every meeting conducted. Variety 
and freshness are as important as structure to overall meeting 
success. 
♦ Don't make the meeting too stiff and formal. It should be 
businesslike, but informal. 
♦ Don't make your meetings too long, and provide adequate breaks. 
♦ Don't assume that all meeting participants know why they were 
invited to the meeting - explain how meeting participants were 
selected. 
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r TGO Planning Worksheet 
Type of meeting: __________________ _ 
What is the purpose for the meeting (Informational, Advisory, Problem 
Solving) ? 
Topic: --------------------------­
What is the topic of the meeting? What are we trying to accomplish by 
meeting? Is the topic stated as an open-ended question ? 
Goal(s) : 
What are the desired outcomes of the meeting? What do I expect to have 
accomplished by the end of this meeting? 
Outl ine: 
What needs to be done to ensure each goal for the meeting is achieved? What 
is the logical sequence of the discussion or tasks ? Are th� number of tasks 
realistic for one meeting? How much time is needed to accomplish each item 
on the outline? 
1 .  
2 .  
3 .  
Attendees: 
Number of minutes: 
Number of minutes: 
Number of minutes: 
Who should attend? Who are the stakeholders? Who has authority to make a 
decision ? Who needs to present information ? Who has information to 
contribute ? 
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Summary 
Meeting control is the most difficult aspect of conducting a productive meeting. 
Knowledge of control approaches, quick thinking, and a lot of tact will help 
keep you on track. The best way to control a meeting is to prevent it from 
getting out of control. As presented previously, this can be done by careful 
preparation by the leader. This includes the anticipation of things that might 
happen to cause the meeting to get out of control. For example, if the leader 
thinks that one participant may dominate to the detriment of the meeting 
effectiveness, he can talk to the participant prior to the meeting and possibly 
prevent the domination from taking place. Regardless of the preparation, 
however, the leader will be challenged with situations that require control 
procedures to be taken during the meeting. Being alert to these possibilities is 
the first step. The next step is to take the proper corrective action if the situation 
does occur. 
Tips for Successful Meetings 
♦ Start the meeting on time 
♦ Follow the agreed-upon norms 
♦ Start the meeting with a smile 
♦ Greet your meeting participants warmly 
♦ Communicate clearly 
♦ Maintain control of the meeting 
♦ Observe the group process and manage accordingly 
♦ Take breaks as needed 
♦ Use variety in your meeting format 
♦ Involve participants as much as possible 
♦ Maintain your own enthusiasm 
♦ Follow through on commitments 
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I QUESTIONS TO ASK YOURSELF AS A MEETING LEADER I 
I Before the Meeting I 
0 What is the objective of the meeting? Are the objectives clear and 
real istic? 
O Who should attend the meeting? Have the appropriate participants 
been selected and notified? 
0 What authority is needed to achieve the desired outcomes? 
0 Have I establ ished the purpose of the meeting and effectively 
communicated it to participants? (i .e., informationa l ,  advisory, or 
problem-solving) 
0 Does the information already exist somewhere e lse? Has a simi lar 
situation been resolved before? 
0 What preparation is necessary? Are meeting facil ities arranged? 
Are meeting materials final ized? 
I During the Meeting I 
0 What can I do to make the meeting effective? 
□ Am I model ing effective meeting behavior? 
□ Am I control l ing the flow and effectiveness of the meeting? 
□ Am I encouraging participant interaction? 
O Am I managing group dynamics whi le achieving my objectives? 
I After the Meeting I 
0 Have I fol iowed up with people  given assignments to make sure that 
they are being done, or see if they need help? 
□ Have I communicated the fina l  results, (i .e., the decision made, the 
plan implemented) to al l  participants in the process? 
0 Have I estab l ished a mechanism for col lecting feedback (asking, 
meeting evaluation form) and have I shared the feedback with the 
group? 
